
 

 

 

LEADERSHIP: RETAINING TALENTS 

*Mr. Prabjot Kaur, **Mr. Mahesh Belwal and ***Mr. M uzammil Asad Asri 

*Research Scholar, Uttarakhand technical university, Prabjotmba@gmail.com, 91-9917636349 , Dehradun 

**Research Scholar,Annamalai University,Chennai 

***Student,MBA 3rd Sem,Annamalai University,Chennai 

ABSTRACT  

 “People don’t leave Organizations, They leave Bosses”  

 The way you treat people is one of the most important factors that strengthens the organization 

climate and culture that helps to retain the talent you need to make the organization successful. The 

primary objective of this paper is to study the use of “LEADERSHIP” as one of the strategic tool in 

retaining talents within an organization. The multidimensional aspects of leadership are discussed to 

make understand that a leader can be one of the inspirational sources for motivating employees which 

may result in retaining talents.     

War for winning talents 

 “Great talents are the most lovely and often the most dangerous fruits on the tree of humanity. They 

hang upon the most slender twigs that are easily snapped off."         -Carl Gustav Jung 

 

 The changing demographics of the labour market, enduring skills shortages and employee demands 

for work–life balance have created a so-called ‘war for talent’. In this ‘war’, successful organisations 

look to improve their strategies, policies and practices for the attraction, development, deployment and 

retention of talent vital for their survival globally. Worldwide, retention of skilled employees has been of 

serious concern to managers in the face of ever increasing high rate of employee turnover. Today’s 

business environment has become very competitive thus making skilled employees the major 

differentiating factor for most organisations. Organisations - both public and private – rely on the 

expertise of their employees in order to compete favorably and indeed gain competitive advantage in the 

international market. However, recent studies have shown that retention of highly skilled employees has 

become a difficult task for managers as this category of employees are being attracted by more than one 

organization at a time with various kinds of incentives. Retaining valuable employees is one of the 

important issues for competitive organizations today as employees are the most valuable assets in any 

company. It is usually in a company’s best interest to put its energy in retaining the quality employees 

that they already have, and not recruiting them. They therefore have to aim to understand the capabilities 

needed in their organization and determine the actual or potential talents required of employees. A firm 

must do a number of things as a weapon to fight against the 'war for talent. However, increasing 

employee turnover has been a trend in many organizations today. Intention to leave and actual turnover 
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are often highly correlated. For this reason, researchers often use intent to leave as a proxy for turnover. 

Price (1977) developed a model of turnover which proposes that intention to leave is influenced by 

personal characteristics, role related characteristics, facility characteristics, turnover opportunities, and 

job characteristics. Mobley (1982), on the other hand classes the causes and correlates of turnover into a 

simple model, which presents the determinants into external economy, organizational variables and 

individual variables. Employee retention is most critical issue facing corporate leaders as a result of the 

shortage of skilled labor, economic growth and employee turnover. This is one of the hottest topics for 

corporate leaders in all fields in the United States and globally. There has been a lot of discussion and 

study in recent years about why people leave jobs. According to the U.S. Department of Labor and the 

Bureau of Labor Statistics, the number of people who quit jobs (instead of being fired, laid off or 

downsized) accounts for 42-63% of all people who leave jobs in a given year. This represents a lot of 

talent leaving corporations. 

SIGNIFICANCE OF THE STUDY 

 What do employees worry about? Job security, Money, A good work environment. And who 

controls all this? The boss. Of course, there is no secret. Most people agree that salary, career growth, 

benefits and job fit are leading reasons employees stay or leave an organization. But if you ask 

employees what it would take to improve employee retention, they cite manager-related behaviors: They 

want more involvement in decision making, more appreciation, better communication, more team 

building, flexible work conditions, more autonomy and better coaching. Nevertheless, very few 

companies list leadership or organizational development as a top priority in their retention programs. 

Most of the dollars are devoted to better compensation, bonuses, stock options and work/life initiatives. 

Those are obviously important, but why do most organizations ignore the fact that improving manager 

leadership can measurably increase employee performance and retention?Good leadership is much more 

difficult to quantify and even more difficult to address. It's much easier to throw together a better 

compensation plan than it is to improve leadership development. And while most companies recognize, 

and may even measure, the high costs of turnover, they don't necessarily believe that top leadership or 

managers make a difference. Therefore, they very rarely make managers responsible for retention. 

Emphasis is instead on productivity, revenues, market share — product instead of process.Therefore   At 

Farr, working with organizations of all sizes across industries over the past 46 years, is that the manager's 

leadership style is the most important influence on employee retention as it has become a challenge for 

leaders. 

EMPLOYEE RETENTION: A CHALLENGE FOR LEADERS 

 The following are challenges facing managers in regards to employee retention. 

•  Besides assisting in skill development, the manager's No. 1 job as a leader is to stimulate 

employees to do their best work. This, as any manager knows, isn't easy. 
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•  Managers must honor the goals of the business and be likable at the same time. They have to 

reconcile the needs of top management and the needs of the followers. Sometimes they're 

caught in the middle. 

•  Top performers typically get promoted into managerial and leadership jobs because they have 

the same cultural mindset as the top leadership. 

•  Typically, top performers are highly driven, but the people they manage do not have that same 

drive and ambition, or just a small percentage do — around 10 percent. 

•  The follower's highest possible level may not be as high as the leader's level, and the leader does 

not understand this, or appreciate this. As a result, managers are continually on the hunt for the 

top 10 percent, which means they may be spending more time on recruiting talent from the 

outside than developing it from within. 

•  The leader's skill sets may not be the same as the followers' skills, so leaders have a hard time 

appreciating the contribution of a follower if it's not the same as theirs. Getting people to 

perform at their max won't mean much to the bosses unless they can see how the unique skills 

of the follower can be meshed with the needs of the job or organization. 

•  Personality differences — and appreciation and awareness of those differences — also have a 

major impact. Even if a follower is a top 10 percent performer, that employee's personality may 

not mesh with the leader's in many cases. Most leaders/bosses have personality characteristics 

that set them apart from followers in many ways. 

•  The mindset of the follower can make the job of leadership either an easy one or a very difficult 

one. Many followers see the boss's contribution to a bad working relationship, but don't see their 

own. They are caught in a victim mentality or are themselves so critical and uncooperative with 

the boss that they set themselves up for failure. As in most relationships, it is really 50/50, but 

because we assume the boss is getting paid more, we place most of the responsibility on the 

boss for motivation. Also, the employees bear more risk if a relationship isn't working out 

because they are more likely to get fired. 

•  Finally, motivating top performers is not always the most important challenge a manager faces. 

It's easy to motivate the top and the bottom 25 percent. The middle could go either way. If the 

leader stinks, their contribution goes lower. 

OBJECTIVES OF THE STUDY 

 The Paper study has made an attempt to: 

• To discuss the significance of leadership in retaining talents of an organization. 

• To show the relationship between employer leadership, employee turnover and customer 

retention.  
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• To suggest the drivers for retaining the "Best of the Best" in an organisation. 

Research Methodology 

The method of exploratory research is adopted for the study to know detailed information on how 

leadership can help in retaining talents of an organization. 

Sources of data 

All information is collected through secondary data. Data available on websites, magazines, Books and 

research papers referred. 

Literature Review 

"A leader has the vision and conviction that a dream can be achieved. He inspires the power and 

energy to get it done."         –Ralph Nader 

Eskildsen and Nussler (2000) says that employers are fighting to get talented employees in order to 

maintain a prosperous business. Ray Hammer (2000) as well as many other researchers/authors agree to 

his statement.Now here the question comes that why talent acquisition is a major challenge for the 

leaders today. Giving answer to this thought  Mark Parrott (2000) believes that, there is a straight line 

between employee satisfaction and customer satisfaction.If the employees are not satisfied irrespective of 

any reason related to an organization so how could leaders ask them to achieve targets making customer 

satisfy and thereby making organization profitable,which is the ultimate goal of any organization.After 

all finance is the blood for any organization to survive. He believes that today’s employees pose a 

complete new set of challenges, especially when businesses are forced to confront one of the tightest 

labor markets in decades. Therefore, it is getting more difficult to retain employees, as the pool of talent 

is becoming more-and more tapped-out. Adding to this, he states that employees that are satisfied and 

happy in with their jobs are more dedicated to doing a good job and taking care of customers that sustain 

the operation (Hammer 2000; Marini 2000; Denton 2000). Job satisfaction is something that working 

people seek and a key element of employee retention. Even varied studies of employees, regardless of 

occupation, level, or demographic group, consistently find that the greatest source of stress and 

demotivation at work is a negative relationship with their line manager (e.g. Borrill, West and Dawson, 

2005a, b; Hogan, Curphy and Hogan, 1994; Offerman and Hellman, 1996)3. Conversely, however, a 

positive relationship with a line manager can have an enormous impact on reducing work-related stress 

and increasing motivation and organisational commitment (Alban-Metcalfe and Alimo-Metcalfe, 2000; 

Alimo-Metcalfe and Alban-Metcalfe, 2003; Bass, 1998; Bogler, 2001; Lok and Crawford, 1999; Medley 

and Larochelle, 1995)4. The largest ever study of leadership, which involved 4,000 managers in the UK 

public and private sector, found that the single most important positive leadership factor was whether the 

leader shows genuine concern for their staff (Alban-Metcalfe and Alimo-Metcalfe, 2000; Alimo-

Metcalfe and Alban-Metcalfe, 2001; 2006). Repeated studies across a variety of sectors, and carried out 

independently by government bodies, have consistently confirmed that this factor of leadership is the one 

most strongly associated with increased motivation, organisational commitment, job satisfaction and 
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reducing job-related stress (e.g. Dobby, Anscombe and Tuffin, 2004). Showing genuine concern is the 

key factor in what is known as 'engaging' leadership. Through its positive influence on staff, engaging 

leadership has been demonstrated as being linked to significantly increased organisational productivity 

and superior organisational performance (Towers Perrin, 2005; Flade, 2003; Watson Wyatt, 2006). It 

celebrates 'difference', and encourages staff to challenge the way things are done, and to suggest more 

effective ways of working.Research into why leadership development initiatives in organisations can fail 

(Alimo-Metcalfe et al, 2001) illustrates that the most effective approaches to leadership development in 

organisations are those where even the most senior managers in the organisation are as equally 

committed to personal development as are other managers. When this group is on board, leadership 

behaviours regarded as desirable in line with the style the organisation is seeking to enhance are 

recognised and rewarded, as are changes in the organisation and ways people work which enact a more 

positive leadership approach.Furthermore, managers may often need support in order to effectively 

support equality and diversity, such as the recruitment and retention of people with disabilities (e.g. 

Seebohm and Grove, 2006). Their own bosses, then, should be keen to be supportive and willing to 

provide resources, if necessary, for them to be able to contract expert advice where 

appropriate.Organisations need to ensure that the leadership culture of the organisation is appropriate to 

engage staff with disabilities and non-disabled staff, and that their most senior managers demonstrate 

their commitment to develop, and help others develop, in the same way.Leadership and relationships 

play a key role in organizational success. Recent research on the association between employee 

satisfaction and job performance suggests that the single most important contributor to the feelings of 

employee engagement, empowerment and satisfaction is based on the relationship they have with the 

leaders of the organization (Sheridan & Vrendenburgh, 1978; Ribelin, 2003; Eisenberger, Stinglhamber, 

Vandenberghe, Sucharski, Ivan & Rhoades, 2002;  Rhoades, L., Eisenberger, R., & Armeli, S. (2001). 

Unwanted turnover is expensive 

“Organizations lost productivity, social capital and suffer customer defection when a productive 

employee quits”                     - Bliss (2007) and Sutherland (2004) 

Ramlall (2003) estimates the cost of employee turnover as 150% of an individual employee’s annual 

salary. This cost can be substantial especially when high profile employees or high number of employees 

is involved. Costs to the employer can include separation benefits, lost productivity, recruitment costs, 

training costs, and diminished services as new employees get up to speed. In the book, Retaining Valued 

Employees, Griffeth and Hom report that turnover costs can run as high as 200 percent of the exiting 

employee’s salary, depending on his or her skill level. According to the newsletter of the International 

Association of Professionals in Employment Security, “When a valuable employee leaves, it costs the 

employer money - possibly up to a third of the employee’s annual salary. “Differences between the two 

estimates may be due to the worker groups used as a reference, e.g., executives vs. hourly workers. 

While other sources differ on costs to employers, they generally agree that costs can be substantial. 

Employee turnover occurs when employees leave their jobs and must be replaced. Replacing exiting 

employees is costly to organisations and destructive to service delivery. It is therefore imperative for 
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management to reduce, to the minimum, the frequency at which employees, particularly those that are 

crucial to its operations leave. Retention is a voluntary move by an organization to create an environment 

which engages employees for long term (Chaminade, 2007). The private sector managers also admit that 

one of the most difficult aspects of their jobs is the retention of key employees in their organizations 

(Litheko, 2008). Most of the time when these employees move, they migrate to competing organisations 

with the knowledge and trade secrets acquired from their former employers thereby creating an even 

more critical situation for the latter (Abassi and Hollman, 2000). Empirical studies such as Stovel and 

Bontis (2002) have shown that employees, on average switch employers every six years. 

Relationship between employee turnover, customer retention and employer leadership  

 In a recent study sponsored by both Unifi Network (a division of Price waterhouse Coopers) and 

Roper Starch Worldwide Network, Inc., turnover has a direct and negative impact on both customer 

service and satisfaction. Their survey results suggest that employee turnover has a direct effect on 

customer retention, loyalty and defection. More than 80% of those responding perceived employee 

retention as a problem. As a result, many companies are taking a more serious look at the principles of 

talent management and the impact of leadership effectiveness on retention. This study explored the 

relationship between leadership effectiveness (measured as a composite set of nine specific management 

practices) and several specific organizational outcomes including employee retention, job satisfaction, 

employee engagement and perceived stress in a large food service company as part of their annual 

employee satisfaction surveys over a two year period. The employee surveys were distributed to all 

corporate and field employees in both 2002 and 2004. Single item measures were used to assess 

perceptions of stress, job satisfaction, engagement, perceived sensitivity to work and family issues, and 

retention (likeliness of leaving within the next 12 months). 

Employee retention in the new millennium 

 Today's labor force is different. Supervisors must take responsibility for their own employee 

retention. If they don't, they could be left without enough good employees. A wise employer will learn 

how to attract and keep good employees, because in the long run, this workforce will make or break a 

company's reputation. What's Different?  

 New supervisors must be prepared to be collaborative, supportive, and nurturing of their people. The 

old style of "my-way-or-the-highway" style of management is a thing of the past. Most new supervisors 

need training to understand what it really takes to retain employees. Employee retention involves being 

sensitive to people's needs and demonstrating the various strategies in the five families detailed in Roger 

Herman's classic book on employee retention, Keeping Good People. 

1. Environmental 

2. Relationship 

3. Support 
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4. Growth 

5. Compensation 

 Companies that are inflexible, or whose organizational culture is characterized by domination and 

autocracy are likely to have dissatisfied employees no matter how good the incentives to stay may be 

(Ashby and Pell, 2001). Or, at the very least, the tenure of their employees is likely to be highly sensitive 

to changes in specific (usually monetary) incentives: small changes in compensation may lead to 

numerous departures. Often, attentiveness, responsiveness, and openness of communications on the part 

of management are elements of the business vision that sustain high retention, even under difficult 

circumstances. 

DISCUSSION 

Leadership makes a difference 

• After 20 years of research and 60,000 exit interviews, the Saratoga Institute reports that 80% of 

turnover is directly related to unsatisfactory relationships with one's boss. 

•  According to a recent Gallup Organization study of approximately 1 million workers, the 

number one reason people leave their jobs is because of “bad bosses.” 

•  Another recent Gallup study found poorly managed workgroups are an average of 50 percent 

less productive and 44 percent less profitable than well-managed groups. 

• A conclusion reached by Roger Herman is that 3/4 of people voluntarily leaving jobs don't quit 

their jobs; they quit their bosses. (Herman, Roger. Winning the War for Talent. The ASTD 

Trends Watch: The Forces That Shape Workplace Performance and Improvement. American 

Society for Training And Development, pp. 23-32, 1999, p. 28) 

• Workplace bullying is more prevalent than most of us suspect. The most notorious and illegal 

varieties - sexual harassment and racial discrimination - get the most press, but bullying can 

take many forms. Bullies can be accidental, chronic, opportunistic, or substance-abuse related. 

The U.S. Hostile Workplace Survey 2000 of 1335 (Campaign Against Workplace Bullying) 

provided prevalence estimates of bullying in the U.S. to be approximately 1 in 6 (16.8%) 

workers who has experienced severe disruptive mistreatment in the past 12 months. 

• Being the victim of a brutal boss leads to clinical depression in 41 percent of victims, according 

to a survey by Bullybusters.org, an online nonprofit in Benicia, CA, that advises victims of 

workplace abuse. Bullying eats away at self-confidence and leaves victims feeling inadequate 

and isolated. The victimization also can lead to sleep disorders, ulcers, high blood pressure, loss 

of creativity and even posttraumatic stress disorder. 

Suggestion 

Drivers for Retaining the "Best of the Best" in Your Organization 

 According to the Harvard Business Review, not paying attention to the retention of employees puts 

the company in a position to lose people with talents they need, often inadvertently retaining people with 
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outdated or ordinary skills. In a brain-based economy in need of retention, people are your best assets, 

not empty chess pieces to be moved around by inexperienced managers. Top managers improve retention 

rates if they immerse themselves in creating an environment where the best, the brightest and the most 

creative are attracted, motivated and set free to produce. Three critical leadership drivers bring high 

retention results: 

Driver 1: Connect on a Human Level 

 Dealing with data, bytes, and scientific thinking in a high tech environment can obscure the fact that 

you are working with human beings with emotions and mortal needs. A good retention program starts 

with managers who know how to connect on a human level, not just be someone whose position on the 

organizational chart makes it possible for him/her to force compliance to rules and policies.  

 People will personally commit to certain individuals who on the organizational chart possess little 

authority, but instead possess pizzazz, drive, expertise, and genuine caring for teammates and products. 

Think of the power of having a position on the organizational chart as well as the personal charisma to 

inspire and lead. These three things will make your formal title jump off the org chart, creating 

synergistic team work and expanding your influence: 

 Check the Ego. Never let your ego get so close to your position that it defines your position and 

eclipses everyone else in the department or on the team. In well-run organizations, titles are also pretty 

meaningless. At best, they advertise some authority, an official status conferring the ability to give orders 

and induce obedience. But titles mean little in terms of real power, which is the capacity to influence and 

inspire.    

 Flex your style. Blindly following strict managerial guidelines or the current management fad 

generates rigidity in thought and action and reduces your credibility. Learn to flex your style: Sometimes 

speed to market is more important than total quality. Sometimes an unapologetic directive is more 

appropriate than participatory discussion. Some situations require the leader to hover closely; others 

require long, loose leashes. The best leaders honor their core values, but are flexible in how they execute 

them. They understand that management techniques are not magic mantras but simply tools to be reached 

for at the right times. 

 Exhibit optimism . Bernard "Butch" Deuto, a young man at NASA working on the ground crew 

during the Apollo 13 crises. He said that during the crisis, there was no doubt, no negativism, no 

whining, no pointing of fingers. There was only an optimistic attitude and a determination to succeed. 

Failure truly was not an option. Failure never entered their minds. In a similar fashion, when faced with 

tough competition, cost overruns, product defects and a myriad of other problems, a leader with 

determination and optimism focuses workers on solutions, not problems that improves the morale of 

employees. 
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Driver Two: Offer leadership Training that Focuses on the Growth of the Employee   

 Studies document that an employee’s level of satisfaction with their direct manager's leadership style 

is critical to a satisfactory work environment and to retention. Researchers find that the relationship with 

the employee's immediate supervisor carried more impact on the employee than overall company policies 

or procedures. This relationship also determines productivity levels. To keep bright employees engaged 

in their jobs and performing at high levels, managers should provide:  

�  Information. Information is a source of power. Unskilled managers keep it close to the vest and 

stingily dole it out in snippets of information on a "need to know" basis as if the employee was on a 

top secret mission. Without a big picture of the project, it is easy for employees to stray from the 

vision or end-goal of the product or service. 

� Support. Mental and emotional support takes many forms. Setting clear goals, accepting ideas, 

affirming suggestions, making recommendations when stuck on a particular point are all ways to 

support. Perhaps the best support for the retention of entrepreneurial-minded, innovative employees 

is to give them the room to try innovative ideas and take calculated risks without the fear of failure, 

retaliation or a pink slip. 

� Resources. Resources are not just pencils, printers and up-to-date software but also involve access to 

other people in the organization. Providing the appropriate resources may involve putting together 

special teams to tackle tough problems and stimulate creative ideas.  

� Opportunities. Employees need the opportunity to improve their own status within the organization 

and to invest in themselves in the form of personal development. People will jump ship not just for 

more pay, but for better opportunities to learn and grow. Retention leadership encourages everyone's 

evolution. 

Driver Three: Insist on ethical conduct 

 The fastest way to alienate the best and the brightest of your workforce and send them networking 

for another job is to destroy trust by unethical behaviors. Unethical behavior is a precarious precipice 

with resulting chaos in employee ranks. Successful organizations have a leadership team that insists on 

honesty and ethical conduct at every level in the organization. In essence, the excellent leadership team 

creates an organizational culture of integrity.Culture integrity, however, is more than insisting on ethical 

behavior. It is more than requiring ethics training for all employees. On a deeper level, it is:  

 �  Living and validating organizational mission and vision. 

 �  Leading by example in matters of honesty and trustworthiness. 

 �  Aligning employees with organizational values. 

 �  Encouraging candid conversations. 

 �  Ensuring that deadlines are met. 
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 � Demanding high product standards. 

 � Replacing blame with problem analysis. 

 � Rewarding employees appropriately. 

 Implementing the Nine Principles of Culture Integrity(TM) in your organization involves attention 

to employee accountability as well as managerial responsibilities. For instance, leadership integrity 

involves providing clear instructions for the parameters of the project while permitting the employee to 

retain responsibility for clarifying instructions and meeting deadlines.  

 Good employees respond to Culture Integrity(TM) standards and to leaders who convey an 

unwavering firmness and consistency in their actions while exhibiting clarity of purpose. 

CONCLUSION 

 It is very important that leadership is about the follower not the leaders. The leader should make his / 

her followers feel proud to be the part of his team and to make them feel that they are an essential part of 

the team. Leadership can be an effective tool to retain employees and manage attrition in an organization. 

And if corporate India starts adopting Retention Leadership so there can be optimist approach towards 

reduction of employee attrition due to the “BOSS”. The Retention is not only due to monetary benefits 

.The reason can be Leader also. At last I would like to conclude with the quote how good leadership 

ensures 

 “Good leaders make people feel that they are at very heart of things, not at the periphery. Everyone 

feels that he/she makes a difference to the success of the organization, when what happens people feel 

centered and that gives their work meaning.” 
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